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... The 30th Meeting of the CIA Career Service Board convened at 
lt:00 p.m., on Thursday, 6 May 195^, in the DCI Conference Room, Administration 
Building, with Mr. Lyman B. Kirkpatrick presiding . . . 


MR. KIRKPATRICK: Shall we come to order? 

The first item on the agenda is the minutes of the 29th Meeting. Are 
there any corrections or changes desired? Hearing none, they stand approved as 


reed* 

MR* BAIRD: I would be interested to know whether the Task Force got 
the kind of guidance from paragraph 3 that they wanted and needed. It*B too 

bad I wasn*t on the Task Force. 

25X1 A9 a MR* They postponed action anyway. 

25X1 A9a ^ There are five points in there which if approved by the 

Board here would stand as the guidance of the Task Force. 

25X1 A9a ^ There are five points in there - try and find them. Is 

that right? (Laughter) 

25X1 A9a MR. We spent three days trying to find the points in the 


25X1 A9a 

25X1 A9a 
25X1 A9a 

25X1 A9a 
25X1 A9a 
25X1 A9a 
25X1 A9a 



25X1 A9a 

25X1 A9a 


transcript. 

MR. KIRKPATRICK: I assume the minutes are accepted as read, so if 
anybody disagrees with the instructions to the Task Force they are out of order. 

Item 2, report of the Screening Committee on candidates for the Army , 

Navy and Air War Colleges. 

MR. BAIRD: The Screening Committee met - as I think you will remember, 
you delegated the authority to the Board,did you not? The Screening Committe^^ AQg 
had a slightly different conposition: Mr. represented 

and George Meloon represented Mr. Reynolds, but I 
|^m^^^^^^and I were on the old board. We recommend for the Director's 

approval OCI, Naval War College; ^ ■ PP > 

ORR, for the Army War College; 0TR^5X1A9c 

for the Air War College. And Mr. ONE to be the alternate for any 

one of the three where there might be a vacancy, if he is willing to go, to both 
the Army or the Navy, as well as Air, which he asked for. 

MR. KIRKPATRICK: Gentlemen, you have heard the selections. Any 

coranents? They stand as submitted. 

Does this require the Director's approval? 

MR. BAIRD: Yes. 

kjp We prepare a memorandum from you (indicating Mr. 
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Kirkpatrick) to the Director, then. 

25X1 A9a MR* 1 8211 sure the Director v111 look at it with a larse Btare 

in his eye ana say, "What do I do? Sign it?" 

MR. KIRKPATRICK: That is about the only alternative he has. (Laughter) 
25X1 A9a MR< So ca n«t we save him that? The poor guy gets such a mass 

of paper. 

MR. KIRKPATRICK: I just signed the Advanced Management Program at 
the Graduate School, Harvard University. If ve could get the DD/A to allow the 

Director not to sign, it would be all right. 

MR. WHITE: This is not a DD/A problem. I think this was considered, 

I'm not sure by whom, and it was decided - I don't know whether by General Smith - 
that in the case of the major defense schools such as the National War College 
and these, that the Director would sign them. I have no feeling on it. 

MR. KIRKPATRICK: Why don't we raise that question at the Director's 

meeting tomorrow morning and see. 

25X1 A9a MR. wouia only take a minute 804 would get “ ° ff 

his platter. 

MR. WHITE: I think the Agency Regulations require that. 

25X1 A9a MR. This was humanity only. 

MB. KIMFOTICH: We don't ™llj give M» old. choice In the natter. 

We slwly say the Career Service Board hw .elects thee. Ihdlvldnale, end give 
him a place to write his name. 

25X1 A9a You might just as well get a lot of blank signatures 

from him and use them. 

25X1 A9a X had no particular reason for it. 

MR. KIRKPATRICK: Item 3 on the agenda is the survey of opinion 

. „„ you had some comments on that? 

25X1 A9a regarding the career service. Mr. you na 

25X1 A9a MR. Tbl ” “ 1"®“**“ activity which X undertoot «lth- 

„ut prior authorisation or gcldence. 0» the occasion of speeding to the BIO, 

OS, which I do each session. It occurred to me that since the Board was 
struggling with the problem of this mld-juns J-boree, that It might be a good 
Idea If I could get opinion. from a represehtatlv. group of professional 
ssployees a. to what policies they believed needed clarification, whether they 
understood what was going on, what they thought of it, and the Prosed 

June meeting was a good Idea or not. I was amazed to find-lf you will loot 
at Part III, which is the tth pag. here, lower left-hand oor~r~that either 


- 2 - 

Approved For Release 2001/04/05 : £l£j|ipP80-01826R0006001 10007- 


1 





Approved For Relea§^ 2001/04/05 : CIA-RDP80-01826B0006001 10007-1 

SECRET 


we have got an awf ully good thing or else I am an unbelievably good salesman, 
because there is a 100 percent agreement by the 75 people that the proposed 
career service and the way of acquiring it, is a good thing for the Agency, There 
was only one caveat by one correspondent or respondent, or whatever you call 
these people technically, who said, "It may be a good thing for the Agency but 
would it be a good thing for the individual?'’ I think that is a very good 
question. But that was the only "free-wheeling" question, as I call it. As you 
can see from this questionaire, they had an opportunity to make any suggestions 
they wished. 

Now the point I would like to ask guidance on from the Board is, since 
this survey was conducted in the BIC course, clandestine services, which meant 
that Ik percent of the 75 people, namely, 56 , are from the DD/P area, with only 
a scattered representation from the other sides of the house, would the Board 
like to have a similar survey conducted along exactly the same principles in the 
two BIC courses which are now going on in the DD/l area? There are two in 
progress now, and the same presentation and the same survey could be conducted 
with about 50 persons in the DD/l area. We would then be able to find out, on a 
sampling basis, whether the views and opinions, on a working level in the Agency, 
whether the two sides were comparable, were different, or what the differences 
were. That could be done. 

MR. KIRKPATRICK: Is it really necessary to conduct any more of these 
surveys? It was ray impression in reading this that this contained almost the 
same material that the Junior Officers told us, that the Womens Panel told us, 
and that most of us know, and it's sort of a Gallup poll of the things that have 
come out of the files of my office. And I don't think we are going to get any 
further. We know most of these things. I think we have a very clear indication 
of the trend of public opinion in the Agency on the subject of career service. 

So I just don't see what advantage it would be, unless you think it's a high 
morale factor for the people taking the courses. 

25X1 A9a It f s to adverse, I think. 

MR. KIRKPATRICK: I think we can reach the saturation point in asking 

people what to do. 

25X1 A9a The one thing we don't know is what the reaction from 

the DD/I would be to the career service, which I presume we are going to discuss 
in a few minutes, and I don't believe we know that. 

MR. KIRKPATRICK: I think this is fine, but I'd let it ride here. 
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25X1 A9a MR. sort of after the fact. 

MR. KIRKPATRICK: Rad, if you will, look at page 7. Have you referred 
No. 4l to Colonel Edwards or Dr. Tietjen? Page 7 , at the top. (Laughter) 

Item 4 on the agenda is the proposed Regulation, "The Career Service 
of the Central Intelligence Agency." The Task Force on CIA Career Service is 
herewith assembled to answer any questions. 


25X1 A9a 

25X1 A9a 
25X1 A9a 


MR. Are we ready to roll? 

MR. KIRKPATRICK: Yes, 

MR. All right, under 2. a., then, (reading) "....who accept an 

enduring obligation to devote themselves to the needs of the intelligence service 
of the U. S. Government...." I assume there the reference to "the intelligence 
service of the U. S. Government" applies to the Central intelligence Agency and 
is synonymous with it, but it seems to me that it could equals be reed that it 


applied to G-2 or the intelligence section of State or AEC, or something of that 
kind, and consequently might be misread in a document which applied solely to 
career service in CIA. So I was wondering if the language couldn't be tightened 


up there? 

MR. KIRKPATRICK: Yes, and I also question the word "enduring". I 
think it is a little superfluous and trite. Simply say "accept an obligation 
to devote themselves...." I think the implication of it being continuous is 
very correct and clear throughout, the obligation to devote themselves to the 
needs of the Central Intelligence Agency and who have the expectancy of a career 


in the CIA. 

25X1 A9a How did that go, Kirk? 

MR. KIRKPATRICK: "....to devote themselves to the needs of the Central 

Intelligence Agency and who have the expectancy of a career in the CIA." 

MR. BAIRD: Mr. Chairman, it may save some time if somebody could 
point out that part of this paper which hasn't already been approved by this 
Career Service Board. I know we have a deadline to meet, but it seems to me this 

is the same form that we approved once before. 

MR. KIRKPATRICK: I think this is the first time. Matt, it has ever 

been put in Regulation form. 

25X1A9a ^ That is correct. There is no change in content but the 

form is a Regulation form rather than a Staff Study form. 

MR. BAIRD: I just thought we spent so damn much time on this subject 

over many meetings, and I know that the Task Force has spent months on it. I 
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hoped we wouldn't have to go through it all over again and justify something we 
had already approved. 

MR. KIRKPATRICK: I think the way to handle it today is to allow every 
Board member to comment on any items he has on the Regulation itself, rather 
than trying to go through it paragraph by paragraph* Is that agreeable to one 
and all? 


Dick, do you have any other comments? 

25X1 A9a MR. Yes, I wanted to ask a question. It isn f t clear to me on 

the second page under d.(l) what the significance of the date of 18 September 
1947 is. 


25X1 A 


That is the date following Mr. Forrestal's taking of the 
oath of office, which technically is the legal date of the beginning of CIA. 

MR. KIRKPATRICK: Why did it depend on Mr. Forrestal's assuming office? 
Is that the day this Agency officially became an Agency? 


25X1 A9a 


MR. 


That is the official date that CIA began. 


MR. KIRKPATRICK: I think this battle has been fought before. As I 
recall this came up when they started the tenure program and was fought down to 
a bloody draw, that officially CIA didn't begin until 18 September 19^7, and there- 
fore, regardless of what your antecedents or precedents or ancestors were, CIA 
service counts only from that date. 

25X1 A9a That is in the Agency Regulations on the longevity 

program. 


25X1 A9a 


MR. 


I was just curious about it. 

MR. KIRKPATRICK: Does anybody strenuously object to having it start 
then? Okay, what other points do you have, Dick? 


25X1 A9a 


MR. 


|: Why not have the Regulation singly say, parenthetically, 


that the official origin of CIA is as of this date, because probably other 


people don't know this official date. 


25X1 A9a 

25X1 A9a 


The official date of the beginning of CIA. 
MR. KIRKPATRICK: That might lend clarity, John. 


MR. 


Page 6 in about the middle of the page - what was the 
reason for that? (Reading)”. .. .will appropriately represent the several Agency 
components and no examiner will be selected from a component having operational 
or career jurisdiction over the individual. “ In other words, what was the 
reason for keeping off the Panel an individual who would have a greater knowledge 
of the candidate than the other people sitting? It seems to me one of the 


- 5 - 

Approved For Release 2001/04/0|^^-^DP80-01826R0006001 10007-1 







Approved For Releas^2001/04/05 : CIA-RDP80-01826R0006001 10007-1 

SECRET 


great problems in the Agency is trying to make decisions about what should 
happen to people you never heard of or heard of only on the basis of the form, 
and it's darn difficult, is all I can say. 

MB, KIRKPATRICK: Does any member of the Task Force want to speak to 
that point? 

25X1 A9a MR, I think it was purely to assure objectivity, at this 

stage, I don't feel too strongly either way. 

MR, KIRKPATRICK: I feel the same way Dick does, that so often we are 
considering individuals who are simply names and personnel forms, and if some- 
body from his own office is present on the Panel it seems to me that would be 
helpful rather than a hindrance. And if there is going to be a lack of objectivity 
it would probably be a five to one vote - or whatever number the Panel was - if 
he was pressing something iHogically. 

25X1 A9a MR. Particularly in view of the point that was decided at 

our last meeting, that these people would go back to that office, and therefore 
should have some say in that decision. 

25X1 A9a Couldn't we just eliminate the last part of that sentence? 

MR, KIRKPATRICK; End it after the word "conponents" • Is there any 


objection to that? 


25X1 A9a 


DR, 


I'd like to toss in just one comment, that in one 
experiment we did the Boards that did not know the individual did the better job 
of rating than when they had all the information about him and some knew him, 

MR. KIRKPATRICK: I don't think this would alter that in any sense. 

You would have only one individual who would have immediate knowledge. 


25X1 A9a 


DR. 


But that individual has a subjective influence on all 
the others. He knows him and the others don't, and when we know others don't 
know him we tend to push our views. The office is represented in the sense that 
the supervisor can be called before the Board for testimony. My own preference 
is that you would get a better result if you followed the Regulation as written. 
25X1 A9a MR.^^^H; I agree with that. 

MR. BAIRD: This is certainly one of the points that we agreed on 
before, although it may not have been in Regulation form. 

MR. KIRKPATRICK: How does the Board feel? 

Red, what are your views on that? 

MR, WHITE: Well, I haven't any strong views either way, but I had 
felt that the man's application would be endorsed by his component, and that 
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25X1 A9a 


25X1 A9a 


his component would certainly, either in writing or orally, appear on his be- 
half if they were sponsoring him, so that the committee would have the full 
views of the office from which he came and to which he probably would return. 

1 think Dr. point is a very valid one and that the views of the 

office are certainly taken into consideration, and obviously if you have a 
member of the office sitting on the Panel you would already have one vote to 
take the man into the career service, so that you really start out with one vote 
to take him in before you even get started. 

MR. Not necessarily, unless these people are to be instructed 

representatives of their components. 

MR. KIRKPATRICK: It seems to me we are talking about two different 
things. I think in any case when an individual is nominated his office will 
either make an oral or written presentation, but should that also exclude the 
office from being represented on the Panel? 

MR. BAIKD: As a voting member of the Panel. 

• MR. WHITE: I think theoretically, Kirk, you are probably right, but 
practically, a Panel member is not going to go out of his way to vote against 
a recommendation which his Deputy Director or Assistant Director has made. 

MR. There is a consideration here that these people are not 

being accepted or abetted or approved for a particular office but they are being 
interviewed for the purpose of becoming a member of the CIA career service, which 
is an Agency-wide problem. There is no question of going to any other office. 
They are becoming members of the career service right from and within and as of 
the office to which presently they belong. 

MR, Presumably how many members will be on the Panel? 

MR • Three . 

MR. WHITE : For my personal preference in the DD/A area I would Just 
as soon make my recommendation and abide by the decision of a completely in- 
dependent Panel, That is my personal view. 

25X1 A9a MR. On a five or six man Panel a representative of the 

interested office would be all right, but if it's only a three man Panel— 

MR # Of course, the man is being interviewed by the Panel, 

and the mpn appears and the Panel interviews him and interrogates him, and the 
supervisor also appears if he wants to or if the Panel wants him to appear. 

MR. That isn f t made clear here. 

MR. KIRKPATRICK: How does the Board feel? Richard, do you still 


25X1 A9a 


25X1 A9a 
25X1 A9a 


25X1 A9a 


25X1 A9a 
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feel this clause should come out? 

25X1 A9a Yes, for this reason: I submit that even though this is 

all the Central Intelligence Agency anybody would agree that the functions 
that are performed by individuals here, even though they are brought in on a 
career service basis, cover the whole spectrum. There are very few people in 
a very good position to know enough about what some other part of the shop does, 
to make a decent judgment about a fellow's ability for it. As far as the 
clandestine services are concerned, it doesn't do a darn bit of good to pick 
a guy that looks just fine and dandy from every standpoint except that he would 
never be able to lie or to cheat or to steal, or something of that kind. I 
don't mean to over-sinplify this but I do think it has a great deal of validity 
to have somebody who has to work with these types and who gets a little bit of 
a feel of the kind of a guy you want to make a determination about, which doesn't 
that an extremely good Panel couldn't make the determination for us, but 
until everybody has been rotated into every office I think we are somewhat in 
the predicament of having to specialize a little bit. 

MR. KIRKPATRICK: Of course, by removing this clause you don't insure 


that you will have a representative on the Panel. 

25X1 A9a MR. 1 realize that. 

MR. KIRKPATRICK: You sinply insure that you will not be precluded 


from that. 

25X1 A9a MR.^^|: It may work out that I may be wrong, but I didn't want 

anything in there banning it* 

MR. WHITE: I hadn't really thought of the DD/A area as a whole being 
a career conponent. I mean, that is a pretty big area to exclude, I admit. 

25X1 A9a MR. This does not mean excluding the DD/A area, and it 

doesn't mean the DD/P area either. If a man is from FI it doesn't mean there 
couldn't be a PP man on the Panel. PP doesn't have jurisdiction over FI. 


25X1 A9a 


MR, Then we have a semantical problem. 

MR. KIRKPATRICK: I agree with Dick. What are components? Is the 


DD/A area a conponent, or every staff and division? And who are the major 


conponents" of the Agency? That still baffles me. 

25X1 A9a m # As I understand it, from the Regulations Control Staff 

point of view, the major conponents of the Agency are the six conponents and 
the others are operating, jurisdictional or career conponents. But when you 


are talking about the DD/P, DD/l, DD/A, Commo, Personnel and Training, the term 
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Is "major components." 


25X1 A9a 


MR. 


|: We need "career" here. 

MR. KIRKPATRICK: You are putting apples and oranges together there. 

You have three Deputy Directors with large numbers under them, and three independ- 
ent offices with proportionately smaller numbers, and to put them all together 
in the same basket I think is a terrible mistake, semantically or in any other 
sense of the word. 

25X1 A9a 


Say "examiners will be chosen in a m a nn er that will be 
appropriately representative of Agency interests." Then we can divide and sub- 
divide as we see fit at the time. 

MR. KIRKPATRICK : I think that is an excellent conpromiee. 


25X1 A9a 


MR. 

MR. 



What was that again? 

ners will he chosen in a manner that will he 


appropriately representative of Agency interests. 

MR. KIRKPATRICK: Thank you. 

Do you have any other points? 

25X1 A9a MR, Yes, my last one. Perhaps I don't recollect properly on 

this, hut I remember our discussing PER 's and various selection form6, and so 
forth, at one of our meetings not very long ago, and it was my recollection 
that we decided that we had too damn many forms around here as it was, and that 
we ought to settle on one which would suit all requirements . I'd like to refer 
to tha t and say that if the PER as presently constituted doesn't satisfy the 
requirement of career selection, that a couple of paragraphs ought to be added 
to it so that it can be used for this purpose, and not introduce into this 
already paper-heavy Agency one other form to be filled out. 

MR. KIRKPATRICK: I agree. 

25X1 A9a MR.^^^B Paragraph 4 of the Task Force's transmittal covers that 


point. 

MR. KIRKPATRICK: I know, but I still agree with Dick. 

25X1 A9a so do I, but we have nine months in which to do it. 

25X1 A9a MR. BAIRD: Do I gather from you (indicating Mr.^^0 that you would 

prefer to go back to the PER and make it the basis of the one form, or do you 
mean that we take this Career Selection Report, which in my humble opinion is 
a damn sight better, and insert in that whatever is required to do the job of 
a PER as well? 


25X1 A9a 


MR. 


Matt, I didn't plunp in favor of either one. I just 
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plumped, in favor of ONE form, whichever the experts think is the better form. 

MR. KIRKPATRICK: Does anybody disagree with having ONE form? 

25X1 A9a MR. BAIRD: I*d like to ask to speak on this. He is 

the author of this form and he must have some reason for wanting this one rather 

than another one. 

25X1 A9a 


MR. 


■: I must say that as a rater, in looking at this form I like 

It better than the PER because it supplies the adjectives and helps to simplify 
the problem. I am absolutely convinced - and I sat at this table with everybody 
who decided on that PER after we had heard from all the experts and It did look 
like a darn good form, but I swear to God when we put it into practice to actually 
work with it, it turned out to be a very difficult form to work with. And I 
noticed in the first rating period the ones I passed on that were made out by 
others, that we immediately started off with our worst feature, and that is, 
everybody started with a different point of view. There were those who had the 
word "outstanding" in the first paragraph every time, and if you attenpted to 
use a more moderate adjective they said, "This is what the Army does, and you*ve 
sold me down the river * 11 So it may be this type of form is probably the answer 
to this painful problem, where you set down the adjectives and just check them 
off. 


25X1 A9a 
25X1 A9a 

25X1 A9a 


MR. 


|i This is a much better form. 


MR. KIRKPATRICK: Dr. 


do you want to speak on the subject 


of forms? 


PH. I should like to start out by saying that the one thing 

we can depend on in the rating field is the disagreement and the controversial 
and the sensitive nature of the evaluation problems. Now I might say that the 
use of the form we propose will not seem as good after you have used it as it 
does now. 


The second point about these ratings is that any system that you use 
does not provide half as much information as one would like to get. There are 
a number of reasons for this. The first one is that people don*t like to rate, 
and the attitude of the rater is a highly significant matter to take care of in 
this. Secondly, our policies with reference to how rating procedures and forms 
are handled gener ally work to defeat the purpose of the form* For one thing, 
there are too many people who get to know what is In them. People get to feel 
there are ma ny too many arbitrary actions taken in the preparation of the form. 
So the policies on how they are going to be used and the people that can see 
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them and use them legit imately, have to be fairly well determined. If some of 
those policies are correct the attitude of the rater may change and then almost 
any form might work. 

The third thing that my own experience has brought me is that most 
rating forms make the error of trying to do too many things. Now I am in hearty 
agreement that we do not want too many pieces of paper, and we don’t want too 
many pieces simultaneously, particularly, but I am of the opinion that if we 
quit trying to shoot at all of our personnel problems with a single piece of 
paper and have pieces that are aimed specifically to get information that you 
want for a specified puipose, which might mean you would have ten personnel forms 
or rating forms in the Agency, used at different points in the individual’s 
career as CIA’s Interests in him change. Now when a man first comes aboard 
what you are interested in finding out is, is he good enough to keep? So the 
first thing you go after is an evaluative form. If you combine that with the 
type of personnel form which is aimed at helping the supervisor deal with this 
individual you introduce incompatible elements, in my opinion, so that the 
rater does neither job well. For example, from an evaluative point of view in 
the DD/P we may have a case officer who gets the information and he organizes 
it perfectly and comes up with the correct action. That man may not be able to 
sufficiently well so you have to attach to him an administrative assistant 
to keep his accounts clear. But he is worth it. From an evaluative point of 
view you would rate him high on the scale, but from an assignment point of view 
and supervisor point of view you would note the particular weakness. Now ask- 
ing the supervisor to do those two things at the same time gets him waivering 
between two points of view, and in my opinion he doesn’t do either job well. So 
I would rather separate the evaluating job from other personnel functions forms. 

In my philosophy I would like to carry It still further, I would like to see a 
rating system which changed throughout the individual’s career, depending on 
what you wanted to know* First, you want to know whether to keep him. Second, 
you want to see whether he should be selected for this junior career development 
program. It seems to me there is some information that might be included in 
later forms. In terms of that selection. Finally, after a man has been aboard 
a long time and you know that you would never dismiss him from the Agency and 
he has earned his keep, unless he commits some specific sin or specific act 
that you could take care of by a specific letter or charge, and you are interested 
in finding out where he can best be assigned, so you want all kinds of strengths 
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ana weaknesses that have nothing to do with whether he is going to be kept or 
how good he is, but where he will serve the Agency best. I think that philosophy 
is one of the ways by which we can improve our system. But I am quite confident 


that if we repeat all of the errors of the past every time by trying to get 
one piece of paper to do everything, we won't get the improvement we are look- 
ing for. We may not get it my way but I am damn certain we won't get it the 

other way. 

25X1 A9a MR. May i speak about this? I don't have any question that 

25X1 A9a technica ny and professionally. Dr. you are absolutely right. But, 

as a practical matter, we have two related but separate considerations here. 
Consideration one, which is a highly practical one, is that for several years we 
didn't have any rating system in the Agency at all. We tried to reinstitute one 
but there are still lots of staff members in this Agency who have never had any 
rating forms made out on them in recent years. So we have to get this thing 
started again. In the DD/P we have the problem of rating people overseas as 
25X1 A6a well as in Washington. The job of getting these forms out to and all 

the rest of the places, and getting them filled in and sent back on a continuing 
basis, is no mean problem, it's purely administrative but it's no mean problem 
because in the practical aspects of life it plain Just doesn't happen. As a 
result, it seems to me our first job is to get our people rated, to get some 
idea of who we've got, what kind of people they are, and so forth. How maybe 
five years from now we may be selective about this, but we have a lot of catching 


up to do and if we don't catch up with one sinple form I submit the Station 
Chief in a small station who has three guys working with him is going to come 
up with something pretty silly indeed. If it was entirely a Washington problem 

I would support y° u t0 the h 11 ** wbere y° u can g0 around to the superVls0r 0114 
say, "We want this kind of a report on Joe Blow", and, "We want this kind of a 
report on Nelly Smith", and you can go back and check up on it, but as far as 

the field is concerned it is an impossibility. 

MB. KIRKPATRICK: And furthermore , I think it would be extremely unfair 

to rate the Washington people on one form and the field people on another form. 

It has to be standard across-the-board. I think, Ed, you put the finger on it 


when you said that rating people is a very unpopular task for supervisors. I 
know, speaking for myself, I usually take it out of this folder and put it over 
here in this folder, and procrastinate until finally my conscience gets the 


25X1 A9a better of me or Miss 


comes around and says, 


“Where are the PER*s for 
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your Staff?" Consequently, it seems to me that in this instance discretion is 
the better part of what we want to do, and I irould recommend, seeing that we 
have a good form in the CSR - I would hate to see it tampered with at this 
particular stage to try and add other elements, because it would be like trying 
to take a Swiss watch apart, and you would see the main spring go flying back 
there in the draperies. So let's adopt the CSR and waive the PER pro tem, not 
abandon it but waive filling it out, and get the CSR filled out. 

MR. BAIRD: Harry, in the first three years would the CSR suffice for 

your purposes? 

MR. REYNOIDS: I don't know why not. 

MR. BAIRD: After the first three years if this form is no longer suit 
able we could go to a better "PER", for the sake of terminology, so that we 
would still never have more than one form for this particular purpose. 

25X1 A9a I would like to waive the PER now for everybody. 

MR. BAIRD: I tried to meet Dick's proposition that you don't have 

two forms for the same person. 

25X1 A9a MR. We 01 KO don't want to send two forms for two different 

kinds of people to the same field station. 

MR. BAIRD: So that would do for the first three years. 

25X1 A9a MR. And also for the people over three years. 

MR. KIRKPATRICK: In other words, what I am saying. Matt, is let's 
take the CSR and put it on a trial basis but let's adopt that as the standard 
form across-the-board for everybody in the Agency to fill out, and when, as and 
if everybody in the Agency has one filled out, then let's reconsider if there 
should be additional foims or other types of forms, and I am sure we won't 
have to consider that this year# 

MR. BAIRD: I was just afraid that we would have two forms on the 
same individual. 

25X1 A9a m . Then these will be filled out when the normal PER's 

become due? 

25X1 A9a ^ say starting 1 July we abandon the PeR and go on 


iX1A9a 


a CSB basis. 

MR. KIRKPATRICK: Does anybody disagree? 

MR. REYNOLDS : I have no disagreement, but HMMH 
out to me there is a mechanical gap unless some changes can be made to fit it 
in so this can be used as a PER for those already in the Agency who have been 


I just pointed 
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here for more than three years. As I understand it, this will be added to so 
that it can be used as the PER. 

MR* KIRKPATRICK: Ralph, what is wrong with this? What doesn‘t it 
have that the PER has? 

mH^mj|^|This is a selection form* We don*t need a selection 
form for people who have been here longer than three years. 

MR. KIRKPATRICK: Is the word "selection" bothering you? 

25X1 A9a MR. Both the title and— 

25X1 A9a MR* Don*t change this internally because, as you say, Kirk, 

the spring will go charging up into the underbrush if you do. 

MR. Why don*t we just change the title? 

DR. The adoption of a single form is consistent, for 

serving this particular purpose, is consistent with my own philosophy* I would 
also urge that the Board consider the possibility of developing a merit rating 
system which comes more nearly to meeting all the problems of the Agency than 
this form does or was designed to do, because it was designed primarily to 
get an evaluation of an individual for purposes of a specific kind of personnel 

action. 

25X1 A9a 


MR. But it is a much more valuable form for all purposes. 

MR. BAIRD: This may be better than the PER if we want something to 
take the place of the PER, but for selection probably we can get a better one 


25X1 A9a 
25X1 A9a 


than this. 
25X1 A9a 


25X1 A9a 


25X1 A9a 


25X1 A9a 


MR. This is not a panacea for all our ills but it's better 

than the PER as it stands now. 

MR. KIRKPATRICK: How many of these forms were run off? 

MR. We had a trial run of 500. 

MR. KIRKPATRICK: So if we change the title you are not going to throw 
away a lot of forms. 

Now what other changes should be made in this? 

MR. May I suggest, before we absolutely sign off on this, 

that you get the Task Force to look at this critically on exactly what changes 
should be made, and come back next week with it? 

MR. WHITE: I would strongly endorse that. It seems to me that just 
to expedite things we are about to adopt something without being sure this is 
exactly what we want. 

MR* We can do this in a week. 
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MR* BAIRD: And the Regulations already exist on the PER. 

MR. KIRKPATRICK: Then I would recommend the Task Force examine this 
report toward the goal of coming back next week with the report amended so that 
it can be adopted as the one, standard form for general use, to be effective as 
of July 1st. And just so we can clean it up all at once, were there any changes 
necessary in the existing Regulations to make that effective? 

25X1 A9a MR. May j make a trade with you on this, Kirk? That is 

quite an undertaking, because aside from this PER angle how about the Regulation? 

In other words, is the Regulation okay aside from this evaluation aspect? Can 
we settle that one? 

MR. KIRKPATRICK: It was Dick's final point to raise the question of 
the form. Now is there any other discussion of the form before we go on back 
to the Regulation? 

John, do you or Ted have any other points on the Regulation? 

25X1 A9a _ „ _ _ ^ ^ 

MR. On the Regulation itself- - 

25X1 A9a MR. There is one point that^^^^^^^^^H called me on, on 25X1 A9a 

staff agent and staff employee. 

25X1 A9a MR. Wherever it says staff enployee here sinply have it read 

" staff enployee and staff agent" - because a staff agent in the DD/P is just 
a staff employee off in the boondocks. 

MR* The Task Force can re-examine this* 

25X1 A9a 

MR. You can say "staff personnel". 

MR. "Staff employee", from a legal point of view covers 

"staff agent". The word "staff agent" is deliberately omitted here for 
security reasons, so that if the Board wishes the classification of this could 
be downgraded so that it could have wider distribution and use. Isn't that 
25X1 A9a correct, John (indicating Mr. ^^^D? 

25X1 A9a MR. Just so that would be clear. 

They have to see something. They haven *t seen anything 
yet. I think maybe the use of the term "personnel" there, rather than "employee", 
would do it. 

25X1 A9a MR. But "staff personnel" is a new term and that gets us 

into technical problems. Everybody knows what a staff employee and staff agent 
is. Why not go back and include "staff agent" and classify it "SECRET"? That 
is the only safe way to do it. "Staff personnel" is not a technically defined 
term in the Regulations, and consequently you get into another area of uncertainty. 
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Staff employee is. 

It’s inclusive, legally. 

A staff agent has everything a staff employee toes. We 
to have two separate categories, hut we are relying on that definition of "staff 
agent" to give them this right. 

25X1 A9a People don't understand the legalities of things, and 

When they read this they are going to say, "Well, I'm out again.” 

MS. roamaiCKi Why isn't "staff personnel" correct? 

25X1 A9a Technically there is no such thing. 

MS. EDBKftTRICK: We could create it today. That would include staff 
agent and all personnel. 

25X1 A9a To put staff agent hack In la the simplest way to to it. 

MR. KIRKPATRICK t 1 think we are Jousting with windmills. 

Bed, to you have any comments? 

NR. WHITE: Bo. 

MB. KU3CPATRICK; Gene? 

25X1 A9a hr. I worked very closely with the Task Force on this. The 

Min mechanism of the examining panels, etc., doesn't go into effect until 1957. 

MB. fSYSGIDS: I hare some comments to mate, Kirk, because I think 
that it wouldn't be fair to the Agency if I didn't state that while I am going 
into this thin g as AD/P with my eyes coup lately open, I m at a disadvantage 
because I don't know what has been in existence in the two years prior to ay 
coming down here. I fully recognise, as I feel sure you all to, that this is 
creating • group of first and second-class citizens, and we know it. There it 
is, right there. I would like to point out what I believe and am afraid is going 
to happen, sad we would be prepared to face. 

to page a, the policy of a. here, we say ( reading)! "Personnel 
sele cted for iwntoerahip will be afforded, within the framework of applicable 
laws, preferential consideration or opportunity to advance their careers in the 
GZA by the benefits and facilities now and hereafter provided for 

aaobers of the Career Service including promotion, tenure, training, rotation 
or assignment, and other programs designed to improve their value to the Agency • " 
Sow I **»*«»* we sh ould take a look at what the benefits are and what the effect 
nfin he yben this becomes f ully operative. Bow insurance is the seme fear both 
first and second-class citizens. That la all right. They can take anything 
they want. Retirement is the same, depending upon such legislation as the 
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G overnm e nt say pa bo. At the present tine promotion is the sane, hut it won't 
he - those who are not to toe career service are probably going to sit to their 
grade for a co nsid e rably longer tine* and acne of toes will unquestionably 
iMPI^Sa 

MS. lOTKPAIRICX: But whose fault to that? 

MB. REEtOLDSs Their*, if they don't sign up, 1 cat not w a ning any 
statement as to tout to goo* or had, I m aiaply toeing certain facta totoh 1 
think we Should all face. 

MB. KEHKPABRICK! toe only co nc ep t I want to tote, Barry, to that 
this parti cular subject as to the effect that toe eatahlisteent of a career 
service would h av e , based along these Uses, 1 would con s er vatively estimate has 
been toe subject of to least ten toll Board discussions, going into all to the 
factors, and as to toe feeding to those too weren't in toe career service, etc. 

She obvious thing to ay toad, particularly in this day end age is Was hi ngton, 
tost this mean to people and that probably will be a toy toctor in their 
dwyis to n m to whether they sign the ^pliotoion or oat, will be tost should a 
reduction-in-force be i^lsneoted toe career service toll be the hard nucleus 
.*>«<*. wai not be hit until after toe non-career service people have been hit. 

MR. SSfMQiCSt Kirk, that is all true, but I wito you would beer with 
m tor five stouten so that I way get off wy chest ay own feelings on tola if 
X have to atotoister it, which X presumably will hare to do, and the elements 
that X think are going to be very, very troublesome. 

Mew X know you have all talked about it, but X haven't, and X would 
ifiM to ■" yft* these statements, if X may. Whoa you cobs to touts and red uct ion- 
in-force certainly your nucleus will be the CXA career people, but you will bare 
people too are not CIA career service people, too hare not signed up, too have 
been bww a tong time, and they are going to g> madt m their rights to 
the Civil Service, and we are going to have some difficulty, tow we have to 
toee that. Whan it cooes to training it's service for all to certain phases 
of it, but in other phases only those career service people will get toe type 
of «•»»<"< wg they ought to get and possibly the others will be ignored, tor 
assignment it's obvious that the career service people will get the baa* 
assignments, tow this has all bean faced, X realise it, but tost are we going 
to do with toe My 20 percent who don't sign up? Xf X ware one of those SC 
per tsa ob X would prepare to leave toe Agency. Bow can we afford to lose 20 percent 
of *»—— people? From the security standpoint X t a lked this over wlto^J 
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to get his slant on it. the morale factor creates a security factor because 
you taw discontented nl 1 ”" 11 ' of the Agency stepping out. Bow I Just vent you 
-i i to realise that I know all these things, and know that we are going to face 
t hea t and when this Board ceases to exist mad the new Board comes into effect 
there is going to he trouble. We are going to have it Just as sure as we are 

sitting here, with a second-class group of people. 

25X1 A9a *"* mentioned 80 percent, the best we have been able 

to i t"-*"* out in the ®/l area, 1 would he surprised if one percent failed to 

sign up* 

25X1 A9a l WlB6a ® 8 * ai,M 

25X1 A9a when they're Bitting quietly in Washington they're not 

particularly worried about going careraeag. 

25X1 A9a IS. I heard Sheldon and Amory at meeting after meeting Just 

go up and down the walls on this issue. Somebody's wrong, that hall, about the 
state of Mod in K>/l. 

Mt. KIRKPATRICK! Are you counting the professionals only or all 
personnel? 

All personnel. 

25X1 A9a 

Xt couldn't be. 

rn. gBOP ATOICKr X would say between SO and to percent. 

25X1 A9a That is why I wanted to poll them end find out what the 

opinion in the DD/l was, because we don't know and have no indication. 

25X1 A9a jheje i» only one issue, Itary, when we face up to the 

hard nut of this: Of aU the people, whether it's fire percent or twenty percent 
or forty percent that would not sign, 1 would say that the large majority, if 
not almos t all of those who would not siffi, it would be solely because of the 
overseas duty or being moved elsewhere. I think that probably is the one 

*-««» which would divide rigit down the middle. Sow Kirk and Rud and 
Mstt mad I, certainly, and msybe others, haws been in on imwamrsble discussions 
on that subject and we usually end up at Just about that same point. The 

y la Jteed, it seems to me, with a very staple alternative which has to 

be determined and which we have tried to determines We either strike out this 
business that "X premise to serve anywhere, any time and 1® aD ^ * ^®® re 

that sentence out and leave all of the rest in and make career service la the 

y almost one hundred percent} or, we decide that it is only those who are 

willing to serve everywhere, and sign the thing in good conscience. 
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gov I can img ^m that you could debate this thing for hours as to 
yMnh of those alternatives is proper, there are thing* to be said, certainly, 
in favor of both. The question of the elite corps, itolch always cows 
when you divide people, no wfcter ho* you divide the blues and the piste or 
the zeds and the green*. It's an iasue that has been fought up and dona. We 
ara all against it tout ve find ourselvee forced into it by the force of circum- 
stances. It say well be that on the basis of the points you raise, your 
responsibility in this matter, the fact that your heart has to be in this, the 
difficulties that may beset the Agency, a difficult time for it in Washington, 
may dictate that we will bare to have a look with the Director at the precise 
measure of this issue of dissatisfaction, and maybe we would have to go back 
to alternative one that 1 mentioned - 1 don't know - but certainly this is the 
pda* that has to be faced, despite all our previous conversations. But I 
feel ay self that it is the point at which the moat senior people in the Agency 
have got to set aside an hour sometime, someplace, and actually contenplate 
and face the issue. 

MR. KESKPATRICKs Matt, you can check me on this, I think this is a 
factual statement, at the last three quarterly orientation courses where the 
total attendance, I would guess, runs between 15 and IS hundred, 1 have made 
the statement in discussing career service, that individuals have an obligation 
to the Agsocy lust as the Agency has an obligation to them, and that the Agency 
expects of its pe«*le that they will serve when, where and ho* the Agency 
vents them to serve, personal factors being taken into consideration and full 
realisation being given that the Agency would utilise than where they are most 
valuable. To ay knowledge there has not been a single play-back, a single 
question on that, or a single repercussion from people who heard that, and there 
were 1800 who heard that statement made. Sot one said, "Mr* Kirkpatrick, I 
don't like this"; or, "I'm going to talk to Senator McCarthy" j or, "It sounds 
like Russia"; or, "I’m going to quit." Bo* if you told that to 1800 end not 
even gat one person to stand up to say, "That sounds bad to me", I lust wonder 
if we aren't emending this situation beyond its true meaning, 

fha q frfrr point I would like to make is simply to say I don't think 
I would care to be party to a career service program or to advocating a career 
•esvice program which did not require obligations on the part of the employee. 

I do not think it would be fair to call It a career service program if it 
m one-way street where we gave the enployee everything ted asked for nothing 
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la return, and X think you would get a vary strong Congressional reaction to 
that, because the Congress Itself put the obligations on the military services, 
if you recall in discussing this one of the reasons we thought we would 
put these obligations on them ourselves, is singly to forestall any possibility 
of the Congress requiring them. Hairy, we even discussed going so far as to 
prohibit persons from resigning, but as civilians you couldn't very well do 
that, even though you could fear the military services. 

IS. RBYS0U3E: 1 want to make myself perfectly clear cm this, naturally 
X wouldn't be in this job if my heart wasn't in it. X fully realise that the 
career service program is part of the operation of a sound p ersonne l program. 

X sisply muted you all to clearly understand that X recognise that these things 
msy occur end they say be serious, and we cannot go into it with our beads in the 
sand. X personally would like to teve every person who enters on duty in the 
Agency sign this paper. I think that is the two-way street part of it, and I 
think it ought to be made a prerequisite to employment that you sign this paper. 

X hope we are going to get to that. 

MR. mwaaSRICK: X do, too. 

MR. WHITE: One of the problems Harry is talking about, and which I 
guess everybody has been aware of, you may well find, when you face the show- 
down, that your second-class citieen in some erases has more rights them your 
first-claw citizen. 

MU KIRKPATRICK : Sure, they are leas restricted. 

MR. WHIXEs Because of ?eterans Preference or Civil Service status 
or something else, and short of legislation you may well face a case where 
your second-class citieen has more rights than your first-class citieen has. 

MR. WSXSQOISt With the recognition that X have given you of my 
feeling on this situation, there Is one part of the paper which X thick weakens 
ay own position very much, if it isn't somewhat changed. That is under 5. a., 
the responsibilities of the AD/P. X think that instead of "The Assistant 
Birector for Personnel has over-all responsibility for reviewing the effective- 
ness....” it should be that he directs the selection program, because you may 
Iget caught Id s situation li ke tlDt which occurred ocsactljs© ago i& a iMlar 
circumstance where the AD/P was out-voted by a Board, and Ms entire authority 
was wiped out, and it had to be taken to General Smith so the circumstances 
could be checked. You see, these boards are going to vary, and you may not 
always get the people on these boards that thoroughly understand the program 
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or the responsibilities of an officer in the position that the AD/P is in, in 
this thing. 

MR. KIRKPATRICK: Any views on this? 

MR. BAIRD: It seems to me Harry has a good point there, because 
somebody has to "direct", and if we have not spelled out who does direct I 
think we should. It has been our under standing right along that the selection 
program is part of the personnel policy which is directed by the Assistant 
Director for Personnel, and therefore I think that part of it should also be 
his responsibility. 


25X1 A9a 


MR. 


Isn*t that covered by saying that the AD for Personnel 


11 * • • .will ensure that the program is administered. • • *" 

MR. WHITE: That covers it, certainly, to my mind. I think we all 
look to the AD for Personnel to direct it. But if that wording would make 
Harry happy it certainly would be all right with me. 

MR. REYNOIDS : I am thinking of an occasion - Dick brings up the 
point about taking countless things to the Director. How this is a case where 
one of his assistants should accept this responsibility to straighten it out. 

MR. KIRKPATRICK: Any disagreement on the sentence reading: "The 
Assistant Director for Personnel is responsible for directing the program 
herein established"? 

Are there any coiranents on this? 

25X1 A9a MR. I have one further word - to be sure the Recording 

Secretary amends Tab B in accordance with the change we made. 

MR. KIRKPATRICK: Any other comments? 

25X1 A9a 1 wanted to comment briefly on an obligation that I 

think we are all aware of, and which Bob Amory spoke about, that we have got 
to use care in the education of our people in creating an understanding of 
what we are talking about. 

MR. KIRKPATRICK: There is no question about that. 

25X1 A9a We ^ onl ^ thick we are taking a great risk. We think 

we will get a good conpliance if it‘s properly understood. 

MR. BAIRD: I feel that way, too. I think you are right in bring- 
ing up these points. I don*t think people need to be called "second-class" 
citizens. Take the case of anybody who has a parent, a father or mother 
they have to look after, and they can f t move them - if the office concerned 
with that employee knows that that is the situation and that is the only 
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barrier in the way of that person signing up for the career program that person 
will get everything in the way of career benefits even though he or she may 
not actually sign the statement* If the office handles its responsibilities, 
and the supervisory chain of command, what won’t that individual get? If the 
office takes care of that individual he will be considered for promotions, and 
he or she will have tenure. In all training requests there are mitigating 
circumstances which are taken into consideration; there are rules of guidance, 
notation or assignment is the same way, except that the rotation within the 
office is going to be determined by that office head who will know the reason 
that the employee can’t sign up for the career service is because he or she is 
tied to Washington or Boston, or wherever it might be. That win have to be 
handled properly, and I think your office has that responsibility (indicating 
Mr. Reynolds), to show them that this isn’t going to work against them. 

MR. REYNOLDS: Well, I would be very, very happy if it were 99 percent 
and that the one percent didn’t sign it for other reasons, because I think that 
is the answer. And I think we should give serious consideration to recommending 
to the Director that this paper be made a part of a document everybody signs 
from now on out when they enter on duty. 

25X1 A9a Mr. Reynolds, that has been discussed a lot by the Task 

Force, and the reason it has not been put in as an EOD procedure is that the 
person who enters on duty, by reason of security and all that sort of thing, 
can’t be expected to know what he is buying. This is the argument for not 
having it, that you can’t ask him to sign this and know what he is signing until 
he has been on duty for a year, at least, so he will know what CIA is all about. 

MR* REYNOLDS : I can’t believe that. 

MB. KIRKPATRICK: Why can’t he be given the opportunity to sign it, 
with a statement to the effect that he does not have to sign at that moment if 
he doesn’t want to. 

•MR, BAIRD: In effect the JOT signs just this. Now there is nothing 
in the world that is going to make you hold him if he doesn’t want to stay. But 
when he agrees to come into the Agency under the Junior Officer Trainee Program 
he agrees to all of this, but does not really know what he is agreeing to. But 
I think legal counsel will say that if he changed his mind at a later date, 
there is nothing we can do. 

MR. REYNOLDS : This isn’t an oath. This is an agreement to serve, when 
you come into this Agency, anywhere, at any time, and in any job, which is a 
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perfectly normal oath to take. 

MR. BAIRD: Except that you don't know the nature of those jobs. 

25X1 A9a MR. The Task Force aid discuss this point and agreed that 

certainly the whole process should be made known even in the recruiting 
process. So while we didn't specify signing this particular document, the 
thought you have is still there. We certainly agree that it must be there, 
that we shouldn't suddenly confront a guy, after he has given up a job some- 
where or come from a college, and say, "This is what we are going to do with 
you." 

25X1 A9a MR. This document is unclassified so it can be discussed 

with persons not yet cleared, in the recruitment process. 

MR. REINOIDS: I just hope and pray we don't lose anybody. 

MR. KIRKPATRICK: Any other discussion of this Regulation? 

25X1A9a MR. This would be a Regulation which it would be appropriate 

for the Director to sign. 

MR. KIRKPATRICK: The Director not only must sign but must approve 
it, because this is a major policy step to be taken, and he, too, will hear 
if there are any repercussions. 

25X1 A9a Verily. 

MR. KIRKPATRICK: Any other questions? We stand adjourned. 

. . . The Meeting adjourned at 5:08 p.m. . . . 
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